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Some Quotations


‘It is difficult to get a man to understand something when his salary depends upon his not understanding it’. Upton Sinclair (US Author)


Do you understand what the Peter Principle is? If Yes, apply it to yourself and to your colleagues. If No, why do you not understand it?


There is no such thing as a “Systemic Failure” – only a failure of responsibility, a failure of process, or a failure of Dilemma Management (or all three).


Who is responsible for protecting the vast majority of UK working people, NHS employees, hard-working farmers (etc) against (i) the bad science and (ii) the risky consequences of any acceptance of the extreme demands of aggressive single-interest groups or self-publicists who have developed the ability to employ influential Voices in the media in order to promote their propaganda? Not for them the Bigger Picture described in this Book, nor any of its “joined-up thinking”?


Q. Or, where is all of the electricity going to come from?


A. ???





Coronavirus


The publication of this Book was finalised during the global Coronavirus Pandemic of 2020. Although the Book was unavailable during the early stages of that Pandemic, it is very clear that its contents (i) would then have been, and (ii) currently remain of direct relevance to the subsequent management of that critical event, and to the very serious Dilemmas to which it has given rise.


The Book describes Event Characteristics, and alludes to the dynamic of change (sometimes called a “Kondriatev Wave”) undoubtedly caused by the Pandemic.


It also deals with the consequences of extreme individualism in the UK, with the widespread lack of personal or social responsibility, and with the influence of both the media and so-called “social media”. These were amongst the causes of the refusal of some members of the public to accept and to act upon reasonable warnings based on the science-based government risk assessments issued at the time.





Preface


“We are continually faced with great opportunities brilliantly disguised as unsolvable problems” – Margaret Mead


WHAT THIS BOOK IS ABOUT


The subject of this Book is the management of dilemmas. Hence its Title. The Book defines and describes the process of Dilemma Management. And it illustrates this process with a variety of Case Examples for instance from business, politics, healthcare, security, sport, and more generally from the taxpayer-funded public sector.


Management Dilemmas may be categorised as a real-world decision type that:


[image: Illustration] are non-routine, non-programmable, strategic, political or policy-orientated. In this they are likely to be characterised by the issues of Time Span Discretion (level of responsibility or orientation) described in Chapter 21;


[image: Illustration] derive from the flow and reality of events as they unfold, or as they may be predicted (forecast) to occur;


[image: Illustration] will in some way or other have to be dealt with, however that may be; and also


[image: Illustration] may incur cost or a need to allocate scarce resources;


[image: Illustration] will require focus on processes of implementation and action as a priority over mere talk, analysis or the exhortation of others to take responsibility;


[image: Illustration] may or may not have a convenient or mutually acceptable resolution, if any at all; and


[image: Illustration] may prove uncomfortable, challenging or difficult to deal with.


Dealing with Management Dilemmas is likely to require the exercise of:


[image: Illustration] appropriate personal and professional capability (defined in this Book as capacity plus willpower); to include


[image: Illustration] leadership (however this is defined);


[image: Illustration] management competence;


[image: Illustration] risk management;


[image: Illustration] performance evaluation and management.


Dealing with Management Dilemmas will also require the exercise of personal, group or corporate authority allied to the acceptance of proper accountability and responsibility.


Management Dilemmas are at the very least likely to be significant in the scheme of things. Or indeed they may be the norm where for instance financial management, resource allocation, political decision making or processes of performance management are concerned.


Management Dilemmas are defined, and the reasons for managing them are described in detail in Part One of this Book.


THE BOOK’S PRACTICAL PURPOSE


This Book has been written in order to meet (fulfil) the following criteria:


Practicality and Professionality – the Book is practically and professionally relevant to its real-world context and conditions. These conditions are now characterised by the existence of a variety and diversity of major dilemmas (some highly risky or dangerous) which cannot be ignored and which have in some way to be dealt with, however that may be.


Relevance and Usefulness – the Book will be relevant and useful to people, whoever they are, wherever they may be, and at whatever stage in their careers who have (or will in the future have) a professional or role-defined responsibility (i) to identify and to understand dilemmas, (ii) to manage such dilemmas (or their consequences) or (iii) to attempt their resolution. Such people will include those in political, elected, leadership, governance, managerial, specialist, advisory or administrative roles. It will also include those responsible for resource allocation, financial management, the taxation of electorates, and so on.


Implementation Orientation – the Book is written to meet practical and professional needs for the implementation of management process and the achievement of whatever results may be obtained from Dilemma Management. Thus, the Book poses such standard questions of the “who”, “what”, “where”, “when” and “how” of the matter. At the same time it deals with such issues as “what is it going to cost”, “who is going to pay” (or “who is going to subsidise”), “what is the performance management criteria?” or “will it make any money?”


The Book also places a very strong emphasis on capability issues (where capability is defined to equal capacity plus willpower), decision making and leadership. This emphasis will in turn require a focus on issues of responsibility, whether individual or corporate. Thus, there may have to be (i) a rejection of naïve appeals (exhortation) “for someone else (but not me)” to do something, or calls for “the government to act”. It will (ii) also imply a refusal to accept any “passing the buck”.


The Book accepts the critical fact that whilst some dilemmas may be resolved, there will be occasions where such a resolution cannot (for whatever reason) be achieved.


Usability – the ISO defines usability as ‘the extent to which a product can be used to achieve specified goals with effectiveness, efficiency, and satisfaction in its specified context of use’. Effectiveness may in turn be seen as a function of the appropriateness and cost of the item relative to its purpose and to the time constraints under which the user must operate. Usability may also be defined more specifically in terms of the accessibility, fitness for purpose, ease of use, and learnability of any human-made object.


In the case of this Book, such ease of use and learnability is relevant to its role in the process of facilitating knowledge development and transfer in applied and practical conditions, at the same time as creating a degree of utility or satisfaction on the part of the Reader. In this sense, a parallel objective for the Book is to create added-value in professional terms.



SOME KEY WORDS



Here is an A to Z of key words that the Reader will find throughout this Book. They are dilemma:-


[image: Illustration] attitudes


[image: Illustration] behaviours


[image: Illustration] capability


[image: Illustration] causes


[image: Illustration] concepts


[image: Illustration] cultures


[image: Illustration] debate and dialectics (talk for talk’s sake; windbaggery)


[image: Illustration] decision


[image: Illustration] diagnosis


[image: Illustration] identification


[image: Illustration] illustration (Case Examples)


[image: Illustration] implementation


[image: Illustration] leadership


[image: Illustration] management


[image: Illustration] mapping


[image: Illustration] opinions


[image: Illustration] perceptions


[image: Illustration] process


[image: Illustration] professional competence


[image: Illustration] reality


[image: Illustration] resolution, non-resolution, or delay


[image: Illustration] responsibility


[image: Illustration] risk


[image: Illustration] urgency or necessity


SOME BASICS OF THIS BOOK


This Book draws on, and is to some degree underpinned by all four of the Author’s existing published works, as listed below. These books are available from Bookpoint, from Routledge, and from Amazon. Amazon also sells Kindle versions of some of these books, whilst some are also available in e-format.


Principles of Management and Principles of Strategic Management are well-established works which describe, analyse and explain the various concepts, principles and practices of the management process.


Equality, Diversity and Opportunity Management and A Short Guide to Equality Risk deal with issues of equality, diversity, opportunity and discrimination that are classic sources of dilemmas. The process of Dilemma Management described in this Book is frequently required to seek resolutions to these issues, and thereby to assure the maintenance of people’s Human Rights.


Principles of Management is published by Ashgate, an imprint of Routledge;


Principles of Strategic Management is published by Ashgate, an imprint of Routledge;


Equality, Diversity and Opportunity Management is published by Gower, an imprint of Routledge;


A Short Guide to Equality Risk is published by Gower, an imprint of Routledge.


BOOK PLAN


This Book comprises five main parts. These are:


[image: Illustration] Part One – What are Dilemmas, and why Manage them?


[image: Illustration] Part Two – Some Dilemma Sources (I): Big Pictures, People and Culture


[image: Illustration] Part Three – Some Dilemma Sources (II): Time, Finance, Security, and Risk


[image: Illustration] Part Four – A Dilemma Management Process


[image: Illustration] Part Five – Endgame: Some Final Dilemma Management Issues


Figure 1 refers.


BOOK FORMAT


The format of this Book is based on clear and sharply focussed chapters. Each chapter has its subject matter and Case Examples by way of illustration. The Author has at the same time made every effort to ensure the internal consistency of the entirety of the Book’s contents.


One of the aims of this format is to make it commutable – some chapters may be read in a single or return journey to and from work.


The Author states unequivocally that the construction of this Book is based (i) on the reality of the relevant facts as they are interpreted by him to be, and (ii) irrespective of whether or not this interpretation is likely in any way to be consistent with the Reader’s own views.


Next, the Author states unequivocally that the construction of this Book is not based on:


[image: Illustration] any use of the process of �dumbing down�, trendiness or over-simplification;


[image: Illustration] any intention to avoid the use of long words and complex syntax where required;


[image: Illustration] any avoidance of the use and application of necessary or appropriate technical or managerial terms. Thus, for instance, the leadership and functioning of one very large UK Public Service Organisation is clearly characterised by serious failures of operational co-ordination and integration. This organisation can be categorised as segmented, fragmented and dissociated. See the Author’s Principles of Management for an explanation;


[image: Illustration] any reluctance to employ bullet points or checklists where this will facilitate usability, focus, or reader-friendliness.


SOME ILLUSTRATIVE DILEMMA EXAMPLES


Here are four illustrative dilemma examples:


Example One: applying for a promotion – Bill (or whatever name or gender you prefer) learns of a promotional opportunity for which he thinks he is qualified. He is tempted, but should he actually apply for the job? Here are some of the components of the dilemma he may now have to deal with:


[image: Illustration] is he an effective performer in a selection or an interview situation? What evidence of his suitability for the post could he demonstrate?


[image: Illustration] would he boost his pension if he got the job (and is this his sole motivation)?


[image: Illustration] how clear is the job description? What would be the volume, variety, responsibility and accountability of the work?


[image: Illustration] equally importantly, is the job a management or a leadership role? Would the job require him to take on staff supervisory responsibilities, and how well could he demonstrate his ability to handle them? Is he good at treading on eggshells, dealing with the self-opinionated or the inevitable awkward squads, or soothing those who have been passed over for the promotion that he has obtained?


[image: Illustration] could he cope with criticism, staff appraisal, performance evaluation (etc)?


[image: Illustration] could he actually do the new job (because, in the end, there is only one way of finding out)? Is he a chancer? Would he be found out and got rid of?


[image: Illustration] how much additional pressure would be involved in doing the job compared with what he does now?


[image: Illustration] could he handle this pressure, and how can he be sure of that now, before even applying? Could he always keep his cool, especially if being deliberately tested by his superiors to see what he is made of?


[image: Illustration] what would happen to him (and to his career and to his family) if he couldn’t handle the pressure (ie risk of dismissal, illness, nervous breakdown, family break-up, etc)?


[image: Illustration] does he discuss the application with his family beforehand; does he listen to their concerns; or does he go ahead anyway (even if being appointed will mean moving jobs, house, schools, etc)?


Or do the proverbs encouraging Bill (i) not to jump out of the frying pan into the fire, or (ii) to keep out of the kitchen if he cannot stand the heat come to apply, if he can’t know beforehand?


Bill’s dilemma (as well as that of those people who might recruit him) may in part be described by the “Peter Principle”, to which reference is made in Chapters 2 and 21.


Example Two: culling cats – controversy continues to engulf the domestic cat. Accused of wiping out large number of wild birds (which are of critical importance to the environment and climate change issues) arguments have been put forward for a cull at least of stray and feral domestic cats in order to safeguard essential wildlife. Others demand that pet cats be kept indoors at all times. These proposals have not gone down well with cat lovers, nor with people who hold strong opinions about what they think are more important environmental or climate change issues, and to which they tell us that we ought to be paying more attention.


Example Three: Citizens Advice (or “dicing with debt”) – the work of the UK’s excellent Citizens Advice Bureaux (sometimes called “Citizens Advice”) is now dominated by the two issues of personal debt and benefits. Each is of course related to the other. Figures published in 2017 by the Bank of England and the Financial Conduct Authority (FCA) record a dilemma-laden (and frightening) national situation, as follows:


[image: Illustration] £203 billion – is the amount of unsecured debt owed by Britons on credit cards, car finance and other loans. This compares with the £208 billion peak before the 2008 financial crisis. The issue is also dealt with in later chapters;


[image: Illustration] 14 million – is the number of people “just surviving” financially. By the FCA’s definition “they would struggle to get by” if they lost their job or received a large unexpected bill. Crucially, some of these people are now likely to be officially categorised by lenders as “persistent debtors”;


[image: Illustration] 1.2 million – the number of homeowners likely to be unable to continue paying their mortgage if payments rose by less than £100 per month;


[image: Illustration] 6.5 million (one in eight) – the number of UK adults with no cash savings at all;


[image: Illustration] 31% – the proportion of Britons facing a potentially “bleak retirement” because they are not paying into a pension fund, or not paying enough. This issue is also dealt with in later chapters;


[image: Illustration] 3.1 million – the number of people who had taken out one or more (exorbitantly priced) “payday” or “doorstep” loans in the year.


Example Four: Social Welfare and some Emergency Services? – there is growing evidence that the UK’s Police Service, NHS and School System have become the Emergency Providers of Last Resort in matters of social welfare, nutrition, safeguarding, and care in the community. This may for instance apply to any or all of:


[image: Illustration] children who as Minors are legally the responsibility of parents;


[image: Illustration] people who are suffering from mental health issues in the community;


[image: Illustration] the elderly, who may end up in a hospital bed because they have no one to look after them, no resources, and nowhere else to go;


[image: Illustration] people suffering from the consequences of substance abuse and drug addiction;


[image: Illustration] others who for whatever reason are on the margins of society.


That is, these services appear to be becoming society’s “dumping grounds” for those who are seen as unwanted, “weak”, marginalised or even “redundant”?





Introduction


A LOGIC FOR THIS BOOK


One of the Author’s objectives in writing this Book is to explain and assert the logic for the implementation and use of a Dilemma Management capability in the critical context of an urgent UK requirement for a significant upward step-change in the professionalisation of leadership, entrepreneurial, managerial, political, public, healthcare, charitable, Third Sector and administrative process.


The Author argues, reasonably and obviously enough, that the UK is now a post-Imperial / post-colonial nation that has (whether it likes it or not) no choice but to rely on itself to earn its own keep. It can (i) no longer take for granted, nor (ii) rely on others (such as the various international sources of borrowed funds; wealthy UK taxpayers who can easily enough transfer their money to offshore or to British-controlled tax havens; the European Union; the traditional sources of oil-based wealth; the so-called “special relationship” with the USA (?); or a rapidly globalising China) to assist it or to bail it out from the historical consequences (iii) of unsustainable policies, expenditures or commitments; and (iv) the complicating fact of having lived for so long beyond its means in the pursuit of what are now routinely described as individualistic, consumerist, materialistic, and (v) ultimately non-communitarian, non-neighbourhood, and environmentally unfriendly ends.


The need for this step change is likely to be made all the more critical in any post-Brexit UK scenario characterised (i) by the developing consequences of an obsolescent, and outdated “installed base” of (so-called “elite”?) social class and academic conditioning; (ii) by the inevitable reduction of material, social, cultural, and media expectations or complacency; (iii) by the future need for the making of harsh political, commercial and economic choices in an increasingly resource-constrained and internationally competitive environment; and in which (iv) there are guaranteed to be (politically significant) losers as well as winners within communities and neighbourhoods; all of this exacerbated (v) by a growing North – South and London-centric divide in the UK.


WHY DILEMMA MANAGEMENT


This Book can justify the current and critical need for Dilemma Management in such prevailing circumstances as:


[image: Illustration] a history of significant (and costly) failures of leadership, responsibility and accountability in the UK, whether in the management of the affairs of business, finance, politics, healthcare, or the civil, public, charitable and Third Sector service (etc); associated with


[image: Illustration] a widespread, entrenched, out-dated, and continuing arrogance, complacency and amateurism in matters of the responsibility for leadership and management process (“it’s all really a game or a joke”);


[image: Illustration] entrenched, out-dated and continuing arrogance, complacency and amateurism in matters of financial management, taxation and taxation policy, exacerbated by an ongoing failure to assure an efficient provision of taxpayer value; associated with


[image: Illustration] the potentially unsustainable expenditure of enormous sums of public (taxpayer plus borrowed) money by governments; by institutions such as the UK National Health Service (NHS), the military and security services, by benefit, charitable and social care agencies; also by sub-contracted companies (for instance GEC or Carillion); etc;


[image: Illustration] a politically, ethically and socially unsustainable level of personal greed at the level of corporate CEOs in respect of bonus payments received;


[image: Illustration] an unsustainable development of individualism and consumerism; and


[image: Illustration] rapid and potentially highly damaging developments associated with Big Data, the Attention Economy, and social media; and in particular


[image: Illustration] the catastrophic impact of such developments on Minors subject to parental authority;


[image: Illustration] rapidly increasing needs to manage all manner of diversity and complexity;


[image: Illustration] intense domestic and international competition, whether in business, politics, the provision of international charitable aid, or defence (etc);


[image: Illustration] major issues that need resolution and decision, such (i) as the UK’s Brexit programme and the future nature of its international political and trade relations, or (ii) the nature of healthcare, pension and social welfare provision during the years to (say) 2060, or (iii) of housing provision, or (iv) of the sources of electricity supply, food and the stewardship of the UK countryside in the context of environmental and climate-change concerns;


[image: Illustration] continuing national and global pressure on people’s Human Rights;


[image: Illustration] terrorism, hostility, cronyism, corruption, crime, and a continuing risk-laden lack of accountability;


[image: Illustration] divided opinion and fragmented sentiment, leading to a state of almost permanent controversy and disagreement (and so-called “rage”), for instance as represented in (or encouraged by) the behaviour of what has become in some instances an opinionated, hostile, non-responsible and self-serving media or social media; and associated with


[image: Illustration] an apparently increasing (and naïve) cultural UK penchant for, or actual distraction / displacement activity in finding refuge in talk and exhortation (windbaggery and gobbery) rather than action; in argument, looking backwards rather than forwards, in entrenched opinionation and complacency; in febrile dialectics, so-called “conversations” and “debate”; in futile and meaningless analysis-paralysis; and in prevarication, obfuscation and “passing the buck”; as compared with


[image: Illustration] again, the urgent need to accept personal, collective and corporate accountability and responsibility for proper process, behaviour, leadership, decision, enterprise, safeguarding, implementation, cost-management, taxpayer value, and action (etc).



SOME ARTIFICIAL AND UNNECESSARY DILEMMAS



The Author makes no apology for categorising the following as artificial, created and unnecessary dilemmas. These dilemmas have to be dealt with, wasting precious time, energy, goodwill and resources. They may also be risk-laden. The management of such dilemmas also constitutes an significant example of the value loss described in a later chapter. These artificial and unnecessary dilemmas include:


[image: Illustration] personal and professional complacency, amateurism, obsolescence, or laziness;


[image: Illustration] bad science, in any form;


[image: Illustration] binary thinking;


[image: Illustration] denial of reality, whether for instance by the media, politicians, organisations or pressure groups;


[image: Illustration] so-called “Political Correctness” – which is really a destructive form of opinionation;


[image: Illustration] excessive individualism, narcissicism, self-indulgence and cynicism;


[image: Illustration] the creation or promulgation of artificial and unnecessary emotion, division and / or anxiety;


[image: Illustration] concepts of so-called “celebrity”;


[image: Illustration] any failure to identify and to accept the personal, collective or corporate accountability already described above. This constitutes irresponsibility; and may be associated with


[image: Illustration] blame / “pass the buck” cultures in which it is always somebody else’s fault; and / or


[image: Illustration] so-called “systemic failures” in which no-one is prepared to accept responsibility. In reality there is no such thing as a “systemic failure”;


[image: Illustration] journalistic or social media opinionation, “spin” and so-called “fake news”;


[image: Illustration] trendiness for its own sake unrelated to facts and circumstances as they stand, but used to enrich someone at the expense of others.



AND FINALLY



The Author has written the Book in as a fair and an objective manner as the subject will allow. The Book has most certainly not been written to be “nice”. The Author has tried to avoid making over-much reference to his own personal prejudices (eg as a voter, taxpayer or customer, etc) where this has been possible. The Book also tries to avoid making use of hype, exaggeration and sensationalism in dealing with its subject.


The Author has drawn upon his experience as (a responsible) Trustee and Trustee Board Member of a major UK Charity, and subject to the requirements of the Nolan Principles described in Chapter 24.


AUTHOR’S NOTE


The Author is categorised as disabled within the meaning of the UK Equality Acts. He has in writing this Book used (i) relevant medicolegal understanding, (ii) an understanding of certain NHS protocols and procedures, and (iii) a knowledge of high level medical consulting practice.
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Part One


What are Dilemmas, and Why Manage Them
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Chapter One


Management Dilemmas Defined





The Oxford English Dictionary (OED) defines a Dilemma as ‘a form of argument involving an adversary in a choice between two (or … more) alternatives, both equally unfavourable to him; … a choice between two (or … several) alternatives which are equally unfavourable; also a position of doubt or perplexity’.


A MANAGEMENT DILEMMA DEFINED


A Management Dilemma is defined here as a set of circumstances in which a choice may have to be made, or instead must be made by a responsible person or persons between decision alternatives that are at the same time any or all of:


[image: Illustration] favourable or unfavourable to the decision-maker; and / or


[image: Illustration] likely to put the decision-maker into a position of doubt or uncertainty as to the resolution or resolutions that might be possible; and / or


[image: Illustration] which may or may not be resolvable to the complete satisfaction of all parties affected by the dilemma; and / or


[image: Illustration] were created by others whose motives may or may not coincide with those of the decision-maker, or indeed may be actively competitive or hostile to them


and in which:


[image: Illustration] the identification or fixing of the occasion for decision (or its timing) may be unclear or not agreed; and / or


[image: Illustration] the choice between making the decision, delaying it, or not making it may be unclear or not agreed by the parties to the dilemma.



DILEMMA CAUSES



There are likely to be two or more variables which must be taken as determinants of diagnosis, policy choice, decision or action; but at the same time:


[image: Illustration] which may, or may not be congruent, coterminous or conflicting; and also


[image: Illustration] whose interaction may, or may not be congruent or conflicting; or


[image: Illustration] whose interaction may preclude certain other actions, or increase the level of risk associated with such other actions;


[image: Illustration] but whose inter-disciplinarity or requirement for co-ordination are essential features in policy-making, decision-making, assurance or practice (for instance as in the case of child or mental health care in the community, or of housing or educational policy)


and which will (i) act as drivers of the choice of options or objectives from which diagnoses, decision choices or modes of implementation may have to be made; but (ii) to which the relevant stakeholders may be more or less attached in their scale of priorities; and (iii) whose necessary identification or solution may be associated with varying perceptions of:


[image: Illustration] what “should (or should not) be done” as compared with “what could be done”; or


[image: Illustration] what is politically possible; or


[image: Illustration] what is consistent with available finance, resources, capability and willpower; or


[image: Illustration] prevailing and alternative views based on the concept of opportunity cost (such as that of the Best Value approach to public expenditure); and


[image: Illustration] which render subject specialist, single interest, high power distance, self-publicist, emotional, or so-called “politically correct” approaches to finding, implementing or assuring solutions as undesirable, invalid, ineffective, or unsustainable.


The causes of Management Dilemmas are analysed in more detail in Parts Two and Three of this Book.



THE SIGNIFICANCE OF MANAGEMENT DILEMMAS



Management Dilemmas will be significant where:


[image: Illustration] they force the parties to the dilemma into a position of doubt about the degree to which that dilemma may be resolved to the satisfaction of all; and / or


[image: Illustration] they are likely to impose a degree of Risk and Uncertainty on the decision-maker and the parties involved; and / or


[image: Illustration] the apparent resolutions may be shown to have the characteristic of mutual exclusivity or non-resolvability; and / or


[image: Illustration] they ultimately prove to be mutually exclusive or unresolvable.


The significance of Management Dilemmas is analysed in more detail in Chapter 3 of this Book.


MAPPING A DILEMMA


A dilemma may be conceptualised and shown as a continuum between two polar extremes. The decision options that comprise the dilemma may then be mapped at various points between these extremes. For the specific purposes of this chapter the extent of the dilemma might be shown as more negative on the left and more positive on the right, as shown in Figure 3.


The more that the contents of the dilemma continuum can be described and the more that in this case:


[image: Illustration] there are relevant variables to the centre or right of the continuum; and


[image: Illustration] the more congruent (internally consistent) are the descriptors to the centre or right of the continuum


the more likely it may be that effective decisions may be made and the dilemma resolved. This process is described in Part Four of this Book.


CASE EXAMPLE


Motorists take photos and videos at the wheel – an RAC survey showed an alarming increase in the number of UK motorists illegally using mobile phones whilst driving. One third of all drivers admitted to one form or other of this potentially lethal practice, which is now described by the RAC as the biggest safety concern amongst other road users. The causes of this increase included:


[image: Illustration] a belief amongst respondents that it was increasingly unlikely that offenders would be caught (which offenders therefore thought that they would get away with it unchallenged); partly because


[image: Illustration] there were not now enough road policing officers to enforce the law, and roadside cameras would most likely not to be functioning; and in any case


[image: Illustration] offenders considered that their use of mobile phones was more important (or more necessary) to them personally than obeying the law of the land.


The immoral and anti-social practice of using a mobile phone whilst driving was described by the UK’s Department for Transport as a contributory factor in 492 accidents during 2014. Of these, 21 were fatal and 84 were classed as serious. One senior police officer commented of the dilemma revealed by the survey that people needed to start taking proper personal responsibility for their behaviour behind the wheel, and to exert strong social pressure on family, friends and colleagues who childishly and complacently put others at serious risk by persisting in the use of their mobile phones whilst driving.




[image: Illustration]


Figure 3
Mapping a Dilemma










Chapter Two


Some Real-World Management Dilemmas





This chapter contains an illustrative selection of real-world Management Dilemmas, for instance as evident at the time of writing this Book.


THE PETER PRINCIPLE (I)


The Peter Principle, described by Laurence Peter, relies on a perception that any process that seems to work effectively now may be used in progressively more challenging applications until (eventually) it fails. People may use what has always worked for them before, until they discover (for instance as a result of professional complacency, inertia, laziness, an outdated knowledge/ competency base, or even bad luck / serendipity) that the approach is no longer appropriate or viable in the present circumstances. That is, the application of past paradigms or methodologies now gives rise to a serious current dilemma. How next to proceed? Or how to encompass and manage inevitable change?


The application of the Peter Principle is for example well known for the recruitment and selection dilemma to which it gives rise. The case of Bill was described in the Introduction to this Book. The assessment of someone’s potential for promotion may have to be based on some kind of evidential assessment of performance in their current job (particularly if they come from outside; are not well known to the recruiting organisation; and justified scepticism about the value of employer references, or worse testimonials received exists amongst the recruiters).


Eventually, all things being equal, applicants might over time be promoted to their highest level of competence. After that, they could be promoted to a role in which they are not competent, because (i) there are no prior precedents upon to which judge their activities; (ii) remedial training and development may not work; or (iii) they are shown to lack the necessary competence, or physical and mental stamina for the task. After this point, promotions might only result in an enhanced incompetence. Or instead the person may at best have reached a career ceiling or plateau.


Peter then suggests an organisational scenario in which many (or even all) roles become occupied by employees who are incompetent to carry out their required duties. In consequence the work has actually to be accomplished by those employees below them who have not yet reached their level of incompetence.


Peter noted that the newly revealed incompetence of promotees might result from the work being more difficult than they had expected (that is beyond their capacity).


Or the incompetence might instead be explained by the fact that the Knowledge and Skills required in the role are different from what sustained them in the past, for instance for the reason that:


[image: Illustration] an excellent engineer, doctor or accountant may prove to be a poor line or executive manager because (i) they possess a damaging tendency to develop professional jealousy or a contempt for subordinates; (ii) they do not have the necessary communication or interpersonal capabilities, or (iii) lack the emotional intelligence, willpower and positive motivation effectively to lead a department, or a team, or hospital staff (etc); and


[image: Illustration] their installed base of thinking does not encompass the necessary knowledge or experience of critical managerial and leadership processes needed to fulfil their new role, as for example described in the Author’s texts Principles of Management and Principles of Strategic Management to which reference is made in the Introduction to this Book; and


[image: Illustration] they are also unfamiliar with the process of Dilemma Management being described in this Book.


The Peter Principle as a cause may also be relevant in the case of potentially very serious dilemmas to which major organisational investments or commitments to decisions may give rise. Such commitments are analysed in Chapters 15 and 26. Issues of leadership are dealt with in Chapter 21.



THE PETER PRINCIPLE (II), BULLYING, AND TYPE “A” BEHAVIOUR



Peter also comments that incompetent managers as bosses may be unwilling to promote evidently effective and competent subordinates into positions of responsibility in order to assist in running the department, hospital or institution (etc). Such an appointment could reveal their own weaknesses to all, potentially threatening the tenure they hold.


Worse, the boss may deliberately place the subordinate in a situation where for whatever reason they are sometimes bound to fail. Or they may adopt practices of bullying and harassment in which a promising subordinate is treated so aggressively that they leave. This is a feature of “Type A” behaviour, to which reference is made in later chapters of this Book; and also in the Author’s texts A Short Guide to Equality Risk and Equality, Diversity and Opportunity Management recorded in the Introduction.


FOOTBALL STARS OR ACADEMIES?


Professional football clubs in the UK are under immense short-term pressure from their owners to show quick results, to win trophies, and above all to qualify for the European Champions League. As a result, a Premier League manager is in particular almost certain to face the risk of being sacked if his team has a poor run of form. Top clubs and their managements are in consequence likely to be tempted to buy-in the best players that they think that they (and their money) can get their hands on, irrespective of where these players come from (and irrespective of the future prospects of UK national teams). This strategy has been encouraged by the huge increases in annual income received by Premier League clubs from TV rights and sponsorship deals. It may as a result be tempting for club managements to downgrade the importance of developing young British players in academies because the reward (the pay-off) is long-term and uncertain. This may in turn lead to a lethal downward spiral in which:


[image: Illustration] clubs do not have young players coming through their academies who have any chance of making the grade at the top level (or who could instead be sold on at a profit); at the same time as


[image: Illustration] expensive bought-in (or “mercenary”) players conspicuously fail to live up to expectation; with the result that


[image: Illustration] clubs face the “double whammy” feared by chairpersons and CEOs at the end of the season in which they are left empty-handed, with no trophies, committed to expensive player contracts or transfer losses, massively overspent; and perhaps worst of all relegated to the Championship.


NEW PRODUCT, SERVICE, OR BRAND DEVELOPMENT


Company managements may be under pressure to introduce new products, new services, or new brands. This pressure might be market driven. Or equally, it might come from company staff who wish to make their own mark or make a name for themselves (for instance to improve their chances of promotion within the company, or to move on to one of the competitors).


A dilemma may emerge where the new development is likely to take place at the expense of, or indeed result in the withdrawal of popular existing lines. The elimination of such lines, services or brands may be met with market scepticism or customer hostility, particularly if the new lines are not perceived as being conspicuously better in terms of usage context or application, or the quality of the recipe appears to have been reduced in order to save money (as in the case of the UK vegelate substitute for proper chocolate), or the change is seen as purely cosmetic. The trade may instead dismiss the new offer as change for change’s sake. Worse, the whole process may result in reputational losses, create a vacuum, and allow competitors to displace the company’s offer with their own well-established lines.


Certainly, controversy surrounded Unilever’s decision to rebrand one of its “Vim” multibrand family cleaning products. The well-known British brand “Jif” became “Cif” in an attempt to create a European brand. The globalisation of brands was fashionable at the time, but the scatological nature of the new brand name seemed to have escaped Unilever’s marketing department!


Concerns about the potential impact of new product development or rebranding also seem to explain Procter & Gamble’s wariness about the process. Any development proposal is subjected to a rigorous process of questioning in order to identify any potential knock-on effects on existing lines, whilst brand names and formulations such as “Arial” are treated as sacrosanct by the company.


Recent controversy has also surrounded the Government enforced reduction of the sugar content of soft drinks in the UK, leading in one instance to an occurrence of panic buying and hoarding by traditionalists of supplies of the iconic Scots drink “Irn Bru”!


EUTHANASIA (A “QUIET AND EASY DEATH” – OED)


Creates a dilemma which contains either a legal or an illegal choice for an individual:


[image: Illustration] who is of fully sound mind (which can be certified); and


[image: Illustration] who is suffering pain and distress from an incurable and terminal illness (which illness can be certified); and


[image: Illustration] for which illness there is no known cure, and no probability of any cure being developed within the remaining life span of the individual (which can also be certified); and


[image: Illustration] whose key relatives, representatives or executors are in agreement with, and supportive of that person’s desire for euthanasia; in order to


[image: Illustration] relieve their personal suffering; and


[image: Illustration] to remove what they now perceive to be an unwanted and unnecessary burden on themselves, on family and on the healthcare system.


Ethical and legal restrictions may prevent members of the medical profession from assisting the sufferer in taking their own life. This might mean that such members of the medical profession are placed in an impossible position, because (i) they will not be able to relieve suffering, and may even (ii) be obliged to prolong it against the will of the individual concerned and the wishes of their relatives.


At the same time, the sufferer is uncontrollably exposed to the application of the ethical priorities of other people to their own personal case, when they simply wish to die in order to end their pain and misery.



HOLDING A REFERENDUM



In a parliamentary democracy, political parties may be perceived by the electorate as having to accept the responsibility of governing a country once they have been elected to power. For the government of the day then to announce that it wishes to hold a referendum about some particular issue (such as the UK’s membership of the European Union) may raise a number of unforeseen dilemmas. Is the government of the day likely to be seen as trying to duck an issue or to evade the responsibilities for which it was elected, and for which it might instead be punished at the next General Election? Is it instead admitting to the electorate that it is unable or unwilling to make the decision that underlies the question posed by the referendum? Will voters accept what they might then perceive as “passing the buck” when they might not otherwise expect to have any direct or immediate ability to influence the outcome? Reference is also made in Chapter 30 to the issue of passing the buck.


Does the electorate fully understand all of the issues at stake, and does it wish to consider the complexities or implications of the question? Or will at least some voters reduce the matter to its simplest, most convenient and (to them) most understandable common denominator, such as jobs or immigration in the case of the 2016 UK’s EU Referendum; or hostility to the “Westminster” (UK) Government in the case of the 2014 Scottish Independence Referendum?


In any case, how might the electorate respond to the referendum itself? Will it accept it on the stated terms? Or might the response develop into a broad protest movement against either or both the issue concerned and the political party who called for the referendum?


Ultimately, the referendum may prove to be like Pandora’s Box, letting out who knows what when forced open in the process of asking the electorate what it really thinks. Such unpredictability may backfire. It may solve nothing, create new dilemmas, and leave the aftermath of the referendum in an even more unsettled condition than before the question was asked.


HEALTHCARE


The concept and process of healthcare may mean different things to different people. And at the same time the providers of the necessary funding may face dilemmas about what they think they should want for their money, and how healthcare performance may be monitored and measured. Healthcare dilemmas might include:


[image: Illustration] deciding whether prevention or cure takes precedence;


[image: Illustration] deciding whether acute physical care is seen as more important than mental health care. Sufferers of mental health issues tend to have a weak Voice of the Victim (as described in later chapters), may be regarded as an unwanted burden, or perceived only to be found at the margins of society;


[image: Illustration] identifying the attitudes of consultants towards the relative prestige of their practice. The palliative care of the elderly (sometimes called “bed-blockers”, “crumble” or “crumblies” in the UK National Health Service) might be seen as unattractive and boring when compared with the development of cutting-edge medical processes, drugs and technologies;


[image: Illustration] deciding what performance measurement criteria should be used, for instance in comparing the relative merits of prevention or cure as priorities. Anti-smoking or anti-alcohol campaigns may be vital but expensive, unpopular, and carry no guarantee of success;


[image: Illustration] deciding what level of financial and resource provision is needed, compared with what the society or insurance holders can afford; and


[image: Illustration] deciding what counts as “efficient” or “cost-efficient” practice, for instance in terms of public access to services; Accident & Emergency capability; the regional grouping of specialities; or the achievement of Excellence and World Class practice, or Six Sigma (the latter for instance as a critical component of the priority healthcare discipline of infection control).


PRIVATE AND FAMILY COMPANIES (I)


Such companies may be highly successful. They may be able to harness entrepreneurial and other capabilities without having to operate within public shareholder constraints, and may be free to pursue ventures which shareholder corporations could (or would) not. They do not necessarily have to make money at any particular time. But such organisations do face a number of key dilemmas which they may have to try to resolve. These include:


[image: Illustration] ensuring management succession, particularly when reliant on family members. The phrase “shirtsleeves to shirtsleeves in three generations” describes the syndrome in which increasingly wealthy offspring lose interest in running the family business, do not need the money, or lack the founder’s drive to make matters succeed;


[image: Illustration] coping with the consequences of having children or private company partners who are simply not up to the job. Does this mean bringing in outsiders, and are there any suitable sons or daughters to marry them off to? Or can the proprietors of a highly successful business afford to buy out ineffective family members, partners or private shareholders in order to reassert control?


[image: Illustration] managing the threat of powerful internal family members, partners or private company shareholders (such as the representatives of private equity companies or investment trusts) realising the value of their interest by selling out to another party;


[image: Illustration] dealing with the distraction (or threat) of family feuds, personality clashes, excessive high power distance (see Chapter 6) or leadership paranoia, resistance to change, perceptions of superstar status, or a developing unwillingness to innovate leading to threats to future business viability. Such threats might be easier to deal with in a public shareholder corporation where disruptive or ineffective elements might more easily be removed.


Such dilemmas may be resolvable, or they may not. If not resolved, they are likely to threaten the continued existence of the organisation.


PRIVATE AND FAMILY COMPANIES (II)


Where private or family companies are well run and resourced, they may (i) use cost advantages and (ii) the fact that they do not have to pay dividends as competitive weapons against their shareholder-based rivals. Cost may be managed on a strategic basis, with low to zero profitability or even loss leading being used to build market share. Profitability may be a concept that is only monitored over a period of time, taking one year with the next. That is, such companies may be able to take a long-term view of events, free from the short-term annual obligation to reward shareholders (and in particular, large institutional shareholders).


A spectacular UK example lies in the behaviour of grocery retailers such as Aldi and Lidl (the “discounters”) who have used their private status to achieve large increases in market share and put enormous pressure on their shareholder corporation rivals, such as Tesco, Sainsbury and Asda.


HIGH STREET WOES?


The concept of an retail-oriented High Street has for many decades been at the heart of UK urban development policy. This concept is based on a model in which people travel to the location (for instance by bus or tram) to do much of their shopping, to seek services, or to access entertainment (etc). This model was subsequently developed to include large scale retail centres with good road access and copious parking. The model was designed:


[image: Illustration] to meet shoppers’ needs as knowledge of the consumer behaviour of the time seemed to require; and


[image: Illustration] to provide local employment; and


[image: Illustration] to assist the localised development of the skills of retail management; and


[image: Illustration] to provide a key local source of property taxes as income for for local government.


This traditional UK model is now under very serious threat, with all of the dilemmas that this implies. Threats have appeared variously:


[image: Illustration] from the rapid growth of online marketing / sales competition and its effect on the competition strategy described in Chapter 23;


[image: Illustration] from the rapid recent closures of High Street Bank branches. This reduces the level of service available to shoppers, for instance disadvantaging (i) those who do not (or cannot) for whatever reason access the internet to manage their financial affairs; or (ii) those local retailers who have to manage cash transactions that result from their trading activities; and


[image: Illustration] from the high and rising level of retail property rents and taxes, increasingly affordable only by large and powerful national retailers. This may have the effect of reducing consumer choice (and reducing the level of price competition).


LOCALISED RETAIL OR SERVICE ENTREPRENEURSHIP


The high and rising level of retail property rents and taxes described immediately above may become affordable only to large and powerful national retailers. This may have the effect of hampering or discouraging the development of localised retail or service entrepreneurship, except (i) where rental subsidies are available or (ii) local authorities choose as a matter of policy to secure premises specifically for the development of such localised entrepreneurship. This is a Human Capital issue which may lead to, or secure new employment, training and development in the face of decline elsewhere in the region.


SURVEILLANCE AND POLICING (I)


The prime objective of which is to keep people safe from harm caused by terrorists, criminals, knife-carriers, or other wrong-doers. As such, surveillance and policing must represent some kind of intrusion (such as “stop and search”) into people’s lives as the system monitors what they do and where they go. If there is no intrusion then there is no effect. This is the first dilemma. Then, a decision must be made as to whether the process (i) is to be discreet, so that people do not necessarily know that it is happening; or instead (ii) is to be invasive and intensive, so sending a clear message that wrong-doing will be identified and thereby discouraged. Decisions must therefore be made as to how far the process of surveillance and policing is carried out, and to what degree. Should the process monitor people’s private lives, their electronic and computer communications, their consumption habits, who they are friendly with and what their social life is like? And what will be done with such information? Who will have access to it? Also see Chapter 5.


SURVEILLANCE AND POLICING (II)


In many Third World and totalitarian countries surveillance and policing is seen as essential to identifying and controlling dissent, or punishing what is seen to be deviant behaviour, for instance within people’s own homes, their relationships, religious practice (or lack of), and circles of friends. Indeed, will these circles of friends be likely to contain informants, and what will happen to them if they are discovered? This may be related to:-


CORRUPTION AND CRONYISM


Which occurs in most places and at many levels, from deciding who gets what contracts right up to the wholesale theft of a country’s budget (which is sometimes termed “kleptocracy”). Corruption could be defined as an immoral and illegal practice from which one person (or set of persons) can profit at the expense of others. One candidate may be favoured over another so that he or she gets a job. An examiner may be bribed to ensure that a particular student gets a high mark or receives a scholarship.


Corruption gives rise to the dilemma in which there is a need to have someone or some entity (such as a member of the judiciary or police, an auditor, or an external moderator) who or which (i) is honest but also in a sufficiently powerful or influential position to be able to identify and to “blow the whistle” on corruption such that those responsible are openly forced to do something about it, without (ii) subsequent attempts being made to corrupt such whistle-blowers or ultimately to silence them by such means as imprisonment or homicide.


The dilemma may then become circular or self-reinforcing. Corruption may breed more corruption until it becomes an endemic feature of organised society, requiring ever more powerful people or institutions to try to resist the wrong-doing and break the cycle. But at each turn, these people may too be pressured into succumbing to what by then might have become an enormous financial or political temptation, or instead an uncontrollable threat to their personal safety. Corruption may be associated with the cronyism to which reference is made in later chapters of this book.


LOCAL GOVERNMENT


The establishment and running of any system of local government may give rise to a host of dilemmas and decision alternatives. Some of these will have to be resolved as best may be the case.


A decision has to be made as to how “local” local government is to be. Should it attempt to encompass all of neighbourhood / ward / parish delineations, districts and counties; or only a selection of each (as is increasingly happening in the UK). And what does local democracy actually mean? How far and by what means can communities / neighbourhoods reasonably be involved in decision-making that affects them? What about housing, redevelopment and industrial plans deemed to be essential to the area; or the housing of immigrants; or potentially controversial major or strategic infrastructure developments involving the construction of roads, rail, airports, waste disposal, or electric power generation facilities? Should a mine or fracking facility that will create many new jobs be located in a National (Country) Park close to an area that has suffered major industrial decline?


Should local government provide services directly, or should it act to commission them and act as quality controller for external or sub-contract suppliers? Or, instead, should standardised operational, welfare or social type services be provided by national agencies, perhaps at a lower cost based on mandated economies of scale and experience effect benefits (described in Chapter 23) accessed from large but very tightly controlled sub-contractors? Should one size fit all when it comes to choice of practice and performance assessment, or should local government be free to choose from the various available practices those which they feel suit them best? What structures of organisation and processes of management should be applied – from the traditional mechanistic bureaucracy to the de-integrated or virtual company based on core and sub-contracted components?


This brings us to the matter of relationship architecture. What, firstly, is to be the nature of the relationship with central government, whether in setting priorities or in establishing funding arrangements? Is there to be a degree of equality between local and central government, or is local government simply seen as a tool (whether willing or not) of central government implementation with only a pre-defined level of acceptable performance variation. Indeed, should there be national statements of permitted (and non-permitted) variation in local government provision, cost and performance, monitored centrally or assessed by some kind of external agency or auditor? And who decides what quality standards should apply to the process of quality assurance?


How important is to be the relative cost of provision of local and central government service providers (because in the end, all government services have to be funded by the taxpayer)? And who sets performance standards? Does central government have the right to interfere (for instance by appointing commissioners) if performance falls below standards set nationally by (or for) central government? Indeed, who sets these national standards and to what extent are local government representatives to be consulted or involved in the process? This has become particularly critical in recent years in the UK when aggressive central government policies of stretch and leverage have been imposed in order to achieve greater economy, efficiency and effectiveness. Local governments, like some in Australia, have been forced to do much more with much less.


A decision may have to be made as to whether local government should have a powerful national voice (such as the UK’s Local Government Association). What should its influence be relative to central government, for instance in establishing strategy and policy, or deciding performance standards? How influential should be the role of independent or neutral agencies (such as the Institute of Fiscal Studies) in setting standards or monitoring local government performance?


And finally, how are disagreements within the local government system (for instance between neighbouring local authorities), or between local and central government to be resolved? Who has the last word and who has the right to make the final decision?



MEDIA MANAGEMENT



Individuals, politicians, enterprises and institutions may have to deal with the Media (whether broadcast, newspapers or internet-based, etc). Such a requirement to deal with the Media may (for whatever reason) have become a part of the relationship architecture considered necessary (or instead self-imposed) in order to function.


Dilemmas may then characterise the decisions deemed to be required as a part of the management of this relationship architecture. Such dilemmas might include any or all of the following:


[image: Illustration] what is the need for, and the purpose of any such requirement for interaction with the Media? That is, why are the Media to be involved, or why should they be involved?


[image: Illustration] can the Media be trusted (or does the story come first)?


[image: Illustration] to what degree can the interaction be managed on a proactive basis? To what extent can the Media be controlled (if at all) in order to achieve a required outcome?


[image: Illustration] what, in outcome or Performance Management terms (Chapter 24) are the expectations from any decision to interact with the Media; or


[image: Illustration] what are the estimates of the costs or risks versus the likely benefits of the interaction?


[image: Illustration] to what extent is the relevant Media considered to be excessively London-centric, and what is the estimate of the likely consequences of this bias?


Ultimately, an interaction with any Media raises a basic question for the decision maker. Is the Media there to meet your requirements (and what might this cost?). Or is your role instead to feed the Media with information and stories to suit its own purpose? How will that Media react to attempts to implement proactive control and management on your part. This issue became a fundamental (and almost certainly a destructive) feature of discussions about Brexit.


A dilemma continuum – a judgement may therefore have to be made as to (i) where on any dilemma continuum (illustrated in Figure 3) the relevant Media is perceived to be located; and (ii) what this Media’s role is seen to be by those people charged with the responsibility for interpreting the matter. Issues of Perception are dealt with in Chapter 9.


Thus, for example in a dilemma continuum of three compartments as identified in Figure 3, and using the Left – Centre – Right version shown there, decision maker perceptions might be mapped as follows:


[image: Illustration] Left – a particular Media may be categorised as inappropriate, febrile or hostile. Worse, that Media may be characterised by a syndrome in which all news or stories are deliberately talked up (exaggerated) to crisis proportions. Control / crisis management protocols may therefore have permanently to be kept in place in order to manage any “fake news” or unavoidable interaction with this Media. Crisis Management is described in Chapter 18 of this Book.


[image: Illustration] Centre – use the Media pragmatically on a case by case basis. A view might be taken that some degree of proactive control might be negotiable.


[image: Illustration] Right – the Media may be judged to be any or all of useful, trustworthy or compliant. Some degree of control is likely to be available.


The Reader may choose to identify examples from his or her own experience. Reference to Media management is also made in Chapters 8 and 18.







Chapter Three


Why Manage Dilemmas?





Michael Wolff asserts in his book Fire and Fury (pps263-264) that President Trump ‘was impetuous and yet did not like to make decisions … and no decision hounded him so much as what to do about Afghanistan. It was a conundrum that became a battle … [there] was an approaching need to make a decision on Afghanistan – a military quagmire he knew little about … [and] having inherited it did not make his feelings warmer or make him to want to dwell on it further. He knew the war was cursed [and] put the responsibility for it on two of his favourite people to blame: Bush and Obama. [As] for Xxxx, Afghanistan represented [yet] one more failure of establishment thinking. More precisely, it represented the establishment’s inability to confront failure.’


This chapter describes key reasons for the proactive management of dilemmas; and introduces the concept of the Management Dilemma as driver of events, action, or reaction. The significance of Management Dilemmas was identified in Chapter One.


DILEMMAS REQUIRING DECISION


A judgement may have been made that a particular dilemma needs to be resolved. That is, a decision will have to be made by those people responsible for dealing with, or sorting out the matter, however difficult it may be. For instance, a country with active environmental policies will have to bite the bullet about future electricity generation. Once a decision to phase out power generation by burning hydrocarbon fuels has been made, replacements will have to be put in place. Their construction will take many years, and part of the decision will involve accepting or rejecting the use of nuclear power generation as a part of the package. In the end, whatever the alternatives, and however unpopular those alternatives might be, a country’s government dare not let the lights go out.



DILEMMAS PUT ON HOLD



Alternatively, a decision may be made that a particular dilemma does not at this point of time need to be resolved. The UK Government, for instance, prevaricated for years over the expansion of London’s airport capacity. Whichever decision it made (such as expanding Heathrow or Gatwick) would have been unpopular. At the same time the various airports carry on their work and ship passengers in and out. Canvassing or lobbying for one option or another does not necessarily persuade decision-makers who may yet to be convinced of the need to do anything, or to spend huge sums of money.


To put the resolution of a dilemma “on hold” implies a knowing, deliberate or strategic side-stepping or avoidance of decision or action by those responsible. In the UK, such a strategy has been used for instance in the case of proposed investments in potentially disruptive and expensive infrastructure projects, regional super-hospitals, or expenditure on high cost or controversial weapons systems.


Just because a decision could be made does not necessarily mean that it should be made, or will be made.


DILEMMAS RESULTING FROM PAST COMMITMENTS


A specific dilemma decision requirement may result from the making of past commitments to courses of action which it has since proven difficult (or impossible) to abandon, but whose current viability or justification is now being questioned. This for example is an issue for the military, for whom new weapons systems may take years to develop or build, but which may be obsolete (or excessively expensive) before they can be deployed.


Reference is made in Chapter 26 to the work of Staw & Ross in analysing the effects of commitments to decisions on the Dilemma Management process.


DILEMMAS AS CONTINGENCIES


Once defined, a dilemma may come to be seen by decision-makers


as a key contingency which is likely to shape the outcome of the decision choice process. The nature of the dilemma, and the way in which it might be resolved may come (i) to constrain what alternatives might be identified as possible, or (ii) to act as a limiting factor. The need to take contingencies, constraints and limiting factors into account is a standard part of any resource allocation, financial management, or decision-making process. That is, the nature of the dilemma may place restraints on what type of decision could be made, or what might be financed or resourced.


As an example, post Brexit decisions on UK trading relationships will fall into this category. The decision to leave the European Union must by definition provide dilemmas about the country’s future international trading relationships, as well as about the nature of the long-term relationship between Northern Ireland and its Irish neighbour; and with Scotland.


DILEMMAS AS ENTITIES INCONSISTENT WITH RECEIVED WISDOMS


These received wisdoms might include:


[image: Illustration] the assumption that progress follows an inevitable straight line towards future improvement (that is, that progress must always be linear rather than demonstrating what may equally be the reality of a cyclical, regressive, repetitive, or circular dynamic);


[image: Illustration] the probability that all problems contain their own solution (“there is nothing that we can’t solve for you”);


[image: Illustration] the probability that “win-win” will always be possible;


[image: Illustration] the probability that all exigencies can be forecast, avoided, dealt with, or their potential effect mitigated. This syndrome is for instance at the heart of the UK Webbist, Fabian and 1930’s (or President Allende’s subsequent Chilean) corporatist concept of the “public administration” of central and local government matters, healthcare, etc. Everything can be predicted or pre-planned. The civil servants or experts who run the show will reign supreme in managing the affairs of the “ordinary people” who should in return happily believe what they are told, pay their taxes, and trust those in charge! Management Dilemmas will never happen. Or if they do they will be resolved. The concept of management process is redundant – an American import merely suitable for people “in trade”, retailers and the like (!). This issue is dealt with in later chapters;


[image: Illustration] the probability that compromise will be available. It will always be all right on the night;


[image: Illustration] the probability that administrators and managers are always right, in particular the higher up they are in the organisation hierarchy!


DILEMMAS AS SOURCE OF RISK, THREAT OR CRISIS


The need to manage dilemmas is reinforced where their diagnosis shows them to be a likely source of risk, uncertainty, threat or crisis. Decision-making processes need in this case to be fully cognisant with the disciplines of risk and crisis management, and with the ability to recognise and to deal with threats. Past UK, US and European military involvement in the Middle East and Afghanistan, however well-meant and politically justified, has thrown up a variety of dilemmas associated with religious-based terrorism which pose a major threat to people’s welfare. Does a country become involved in international military ventures, or should it pursue a policy of strict non-intervention and hope to keep out of trouble? Is such a choice even possible?


The issue of dilemmas as a source of risk, uncertainty, threat or crisis are dealt with in more detail in Chapters 17 and 18.


DILEMMAS AS SOURCE OF OPPORTUNITY


By the same token, dilemmas may serve to act as sources of opportunity, if recognised as such. For instance, lateral thinking about the issue of housing shortages in the UK might reveal the possibilities of making more use of prefabricated or off the peg construction (for instance using structural steelwork, wood or composites), or the hire of redundant passenger or cruise ships as speedy solutions to what is becoming an urgent and divisive problem affecting young people in urban areas.


Certainly, where one institution fails to recognise or do something about an extant dilemma, there is no guarantee that somebody else will make the same mistake. They may fill the vacuum for instance by:


[image: Illustration] establishing market entry by the introduction of new knowledge, new paradigms, new processes or new products that respond to the circumstances of the dilemma; or


[image: Illustration] forming a new political party, such as UKIP, (etc);


[image: Illustration] etc.


The issue of the exploitation and management of opportunities is given detailed treatment in other books written by this Author, as listed in the Introduction.


DILEMMAS AS A SOURCE OF COMPLEXITY


The existence of one or more dilemmas may introduce complexity into a situation where a decision on resolution may, or instead may not be required, as described above. For instance, the NATO membership of East European and Baltic countries formally under the sway of the USSR, and the stationing of multinational armed forces in those countries is bound to complicate the management of the already difficult political relationship with the neighbouring Russian Federation.


The impact of the addition of such complexity will be relevant to the effectiveness of the processes of diagnosis, decision-making and resolution described in later chapters of this book. Complexity as a source of dilemmas is identified in Chapter 4.


DILEMMAS AS BANANA SKINS


Dilemmas may turn out to be unseen banana skins under the feet of unwary or unprepared decision-makers (or simply people who have not read this Book!). Such banana skins may for instance trip up stakeholders, politicians, managers, administrators, individual members of staff, or those responsible for brand or corporate reputation, (etc). They may expose shortcomings in performance management, leadership, or quality assurance. Such banana skins might be based on any of the following:


[image: Illustration] a failure to take a full range of variables into account in situation analysis or decision-making. This was clearly the case in the 2016 UK Brexit Referendum dilemma when London-centricity, and both of the prevalent media and political opinionation blinded government thinking to popular sentiment about globalisation, immigration and the European Union in (what in some cases had been the) industrial heartlands of England and Wales. This is in turn related to:-


[image: Illustration] being taken by surprise by the turn of events, again indicating a failure to anticipate the potential damage that may be caused by ineffective dilemma decision analysis and process. This issue is dealt with in later chapters;


[image: Illustration] 20-20 vision in hindsight (or the “Chilcot Effect”) in which a failure to properly recognise and explore the nature of current dilemmas will result in decision-making whose consequences now will come back in future hindsight to haunt those responsible. This was the case of UK military involvement in Iraq and the subsequent criticisms of the Chilcot Report. Criticism based on hindsight is easy but its effect may still be devastating for the people, politicians or institutions involved, such as the British Army which faced severe criticisms for sending troops to fight without proper and effective equipment. Creating a defensible position now, however difficult, may be the only security against being badly “bitten on the bum” in the future;


[image: Illustration] rigid opinionation, complacency, failure to think laterally and to “think out of the box”, or to accept ideas “not invented here” which may be relevant to managing the dilemma. These are classic decision-making problems dealt with in later chapters of this book and given extensive treatment in other books written by this Author and listed in the Introduction. The identification of dilemmas, however difficult or intransigent they are, may force people to have to think the unthinkable or to get ahead of the game, whatever that game may be. That is:-


[image: Illustration] dilemmas may provide reality checks, however much people dislike them or fear their consequences. The UK Brexit vote provided just such a reality check. Certain decisions might have to be made and unpopular choices considered, because the real world will force them on the country irrespective of the sentiment towards them.



DILEMMA MANAGEMENT AS INDICATOR OF COMPETENCE



This chapter has described a number of reasons why the proper identification and management of dilemmas may be necessary. Some dilemmas may need resolution; others will act as constraints on what is possible or desirable; and so on. Where, however, those responsible either fail or refuse to recognise or acknowledge the existence of Management Dilemmas that will inevitably affect or constrain what is possible, then quite reasonably, personal or organisational competence may come to be questioned. It may become clear to the outside world, to voters, to the media, or to political opponents (etc) that inaction is variously due to personal or committee dithering, incompetence, lack of effective leadership, hand-wringing, infighting, analysis-paralysis, or pure indecision. Such indecision may manifest itself in courses of action (or rather, simple lack of progress) that can be characterised at best as muddling through, or at worst the burying of corporate or decision-maker heads “in the sand” in the hope that the problem will just go away. This issue is dealt with in more detail in Parts Four and Five.


Case example: the UK NHS – sadly, it can be argued that this competency syndrome has been, and is still characteristic of the management (“administration”) of the UK’s state healthcare system (the NHS), for instance in coping with pressures for improved performance and financial management, or in the likely rationalisation of hospital capability into fewer more expert locations universally characterised (i) by excellent status in their allocated specialism and research, and (ii) by world class standards of infection control as described in an earlier chapter.


DILEMMAS AS DRIVERS OF EVENTS


Ultimately, and whether decision-makers or administrators like it or not, some dilemmas will act as the drivers or determinants of events. This is true of resource allocation at a time of politically limited funding and performance management pressures based in part on imposed strategies of stretch and leverage (“doing more with the same, or with less”). It is true for police force numbers and knife crime. And it is true for international relationships with friend or foe. It is true of the need for national defence, security, terrorism management, or international peacekeeping.


CASE EXAMPLE


Gun control – countries such as the USA have laws that establish and protect the rights of citizens to purchase and carry firearms. In the case of the USA, these laws were laid down in post-Revolutionary times when the new and independent American Government feared re-invasion by the British for instance from the remaining Royalist territory that is now called Canada, and decided to maintain fully armed militias as a key line of defence against such threat. Having subsequently established effective formal military forces (for instance during the American Civil War) successive US Presidents have since tried to restrict what is now widely perceived to be unnecessary and highly dangerous individual gun ownership, only to fail under circumstances where lobbying by the American National Rifle Association (NRA) and US gun manufacturers (with some support from the Republican Party) has defeated all political attempts at gun control. What is left is a spiralling carnage resulting from the individual freedom to purchase and use even the most high powered rifles and semi-automatic weapons, such as those legitimately used by the military. Certified mental instability may be no bar to gun ownership. An individual might simply buy a gun and ammunition by post from a newspaper. Deaths and injuries from weapons accidentally discharged by young children also abound.
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